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The Committee's repert is an admirable effort to dire:t the

Central Intellizence Amency to fundsmentals and is a2 gemuinely
- constructive effort to improve the preductionrof intelligeice on

" which the poliqybdf’the‘ﬁnited States should be based. Tie observa-

tions of the Committee are, in general, accurate, and it objectives -

are sound; its conclusions, however, are, in many respec“s,?aultyp

" and the recommendations for their attainment are, in mary cases, '

impracticablee

The larger part of the Report is concerned with ths amount of

- coordination exercised by the Central Intelligence Agency in regard
“to the Sther intelligence activities of the Government. It is

realized that an optimun coordination has not yet been reached;

however;'not oniy a start, but eonsiderabie progreass along tﬁe-p&th
6f complete coordinaticﬁ has been #ttained, ‘No paps emain even
thouph all quplicafion has not yet been abolished,, tn this subject
of coordination, T am sure the members of the National Security Council
realize the difficulties encountered, particulerly, those members
havinp to do with the unification of tha Armed Services, A comparable
wroblom has confronted the Central Intelligence Arency with the added
obstacle that one additlonal department is'involveda

The Committee states (paéé 5): "n—acoofdingtiqn can most

v

effectively be achieved by mutual sgreement among the various ageheies,"

o There is no’qﬁestion as to the‘validity of thit stalement. However, to

achieve coordination in such a manner, compromises of wording, .

emphasis, ete., havg to be accepted,*‘For example, three months were

Top/sfﬁ'r - -
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required to secure agreement cn most of the present NSCID's, while it
required one year to reeolve the differences between the Air Force

and the Navy om one NSCID.

| The Committee begins its discusa1ons on coordination with the

. above-mentioned declaration, but, in numerous cases thereafter, |
throughout the Report, the elament of-“direction" in coordination is .
ihtimated and even stressed.. This element ofv“directioh" has usuelly
been entirely unacceptable to the interested agencies. f‘urthery the‘
Director of Central Intelligence, per se, has no authority to enforce |
coordination, and, indeed, the Comm;tﬁee (page 41) recognizes this
when it says, "The Act does not give the Central Intellisence Agency
independent authority to eoordinate.intelligence activities.” Yet

e . : many of the Comm}tiee's recomnendations hinge upon having such

A authority, and manf of the aliaged shortcominge are due to this lack
of autherity; The phrase, "such procedure woqlé violate the chain

of command," was repeated ov%r and over again in the discussions during

the drawing-up of the present NSCID's.

In view of this lack of exrlicit authority, in view of the

progress made in the relatively short time this activity haa been in

operation, and in view of the prOgress already nade in coordlnatzon
by mutual sgreement, it is considered ‘that ip not too long a period
g the continued éugmentation of sueh a program will more than justify

any delays incurred,

- & second alleged shortcoming is that the Central Intelligence.

Agency ig "over&dministered in the sense that adminlstrative _

N o  TOP.SECRET
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conditions have been allowed to guide and, on oceasion, even control
intelligence volicy, to the detriment of the lattefa" The adminig~
tration of the Central Intelligence Agenby has been developed on

L ¥id

the following pattern:

(1) Budget, personnel,and other support services are . .
essentisl to any operation, and are centralized to serve all

components of the Bgéncyn

'(é) Control p;ocedures are restri#tea'tplgeeping within
the budget requirements, 1nauriﬁy that‘illégal %ranéaétieﬁa‘
are .not pprmitted, avoiding waste and duplieation in expendic
tures, and maintaining certain standarda required by seeurity;
the Civil Service Commisaion, the Bureau of the Budge}, and the
Géherai'ﬁccounting Office. No agency, repardless of 1ts naturea
and most emphatically one that handlea confidential governmenﬁ

< funds, can possibly avoid such controlso o «
; ' . i

Adminigtration has adviaed on policy matters and should continue

v

to do so, particulerly,in +he determination of the ability to supp@rt
operational propogals and in the achievement of greater efficiency with
the means availéble for opérations. -Administration'haskno Qoice in
determining the substanee cf operational direction, guidance9 and

productionp nor. should it aver haveg
.(

There is a néveréending argument on the.merits_éf administration

—

v versus operations. The operating peopie wduld like to be given s

lump sum for thgir:operéticns an& comﬁlete latitude with regard te

" " Top SECRET
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numbers and grades of personnel, travel authorities, néﬁ projects,
etes; The results of such action, without controls, is obvious=-
" chaOSnfané,_again, it simply cannot be done vhere governzent funds .

ere involved,

«

The Gommittee further deciaresé "Admiﬁistrative arrangements '
which do not at first appear. to be efficient or ‘eccnonical may be
neceasary in the Céntral Intelligence Ageney. Personnel requirements

- for certain types of work eannot conform to normal eivil éervice'
standards, and the demends of seourity often inpose épecial and
vunusualrproceduresu This situation must be understood not only by

_ thoae reepansible for the internsl organizatlon of the Central
Intellip@nce Apency but algo by Congress and the Bureau of the

»; _ | Budget, LR "The centralization of all adminiatration in ome office
is undesirable gsince secret Operations raquire their own separate

[

‘administration. _ o SN

The Committae's*raporﬁ geems to. indicate undue'émphdais and
alarm in comnection with complete autonomy for covert oomponents of
-  the Central Intalligenee Agency. There has to be an umpire some place,
and‘ho one, directly‘responsible for operations, should be his own :

final authority and Judge in the utilization of funds and personn_elo

Security is sdequately served through the physical segregation
of éovert administrative branches and the establishment of direct
chennels, both to the covert. operational offieials and to the

responsible gdministfato: uho'is the third senior official in the

TOR-SECRET o S |
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Agencyo Covert and overt support activities are not intermingled,
but a single administr&tive chief over each phase insures adequate
nutual support and minimizes duplication. The Central Intelligence
Agency aavad over sixty positions by the new organizational approach
. and so far has had few cemplaintso_ From a strictly security point
/ of view, there will be better security than before because of not

pointing up autonomous separate support functions in a sinple agencya

It is all very well fbr a group with ne responsibillties or
' authority to state that both Congress and the Bureau of the Budpet
must understand that the Gentral Intelligence Agency must be giveng
in effect, a blank check and a free hand, In practice, the Centrai
' Intelligence Agency must Justiﬁy its demands uxth some reagon and logic
and must reassure both of those bodies that the Gentral Intelligenee
Agency is, at least, somevhat careful with government funds and does

its beat to guard against waste and fraud.

. ' Aﬁother Gommittee comment ia: "Many able persons have left the
organlzatxon and fow qualified ohes have been attracted to it, On
the.higher-levels, qualiﬁy is uneven, and there arevfew persons who

are outstanding in intelligence work,"

The above statément séems t§ be totally unwarrantéd;\as vell
4as to havé no §c§ualfbasis ig fact, Out‘of.267 emﬁloyaeé in the
;,three top crades (P;6 to P-8 and CAF-13 to CAF=15, both inclusive),

20 emplcyees have laft, not all of them voluntarilf. The following

table shcws this turnover.

.

' CRET
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'Logses ‘of CIA Personnel in Top Three Grades in Calendar Year 1948

1. Resigned due o extended illness and 1 (p-8)
physical inability to return to work.

2, Death. | | o 1. (CAF-13)

-3¢ Requested by CIA to resign (not competent 3 (1, r-8) .
to perform duties adequately--would mot = ° (1, P-7)
conform to CIA pol1cies-—not compétent L (1, CAF=13)

to handle the job). -

L. Resigned due to NSC action requiring a 1 (p-8)

- - - State Department nominee. to replace
' him (OPC
. | 5. ' Resigned due to difficulties in securing 1. (P-8)

in : essential speclial security clesrances and |
' dissatisfaction over lack of opportunity for
personal publicity. (Replacement has been
nt . " . obtalned who is much better qualified.) (OSI)

6. Reaipned 1o accept other positions and since 8 (2, P-7)
replaced by better gualified personnel., (6, P-6)
(This group comprised of employees whose
-work was adequate but not exceptional, In.
each casze CIA was pleased to aecept the
resignation. )y

7. . Resigned to accept opvortunities in either 3 (P-7)
goverment or private business not immedi- - '
ately available in CIA, . :

8. - Resigned to accept appointment as Foreign 1 (P-8)

~Service Officer.

9. Resigmed to-accept military commission. - 1  (P-)

. C 6
: TOP RET - a
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For the calanda,r year 1948, the turnover in the Central
Intelligence Ageney for all personnels for all cau:eras;a»»demth9 |
sickness, maternity leave, and all other vol\mtary or involuntary
separationswﬁas avére.ged' 106%_ per month. This is a consideré.bl?

| R : lover rate than for most other govermment agencies,

The charge that there are few persoms outstanding in intelli-
gence work is dnother .gen@ral one ‘and ia difficult to sustain, It-
is ad:ﬁittedlj difficult te estab'li'sh an absolute criterion aé'to
ability, but, if scholaréhip and experience do have ‘somel bearing;
the following tables Qiil’ demonstrate that the Central Intelligence

Rgeney . is ﬁot totaliy devoid of capable‘ people.

’

7
T SECRET
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CIA - Qualifications of Professional Persbnnel o

(As of September 1948)

’ Collggé
No Depree
I » i}
IT Degreea ' '
IIT "

Foreion Language
e ‘ N
11 |

IIT or more

v

Military Service

Intelligence Egggrience;

I year.
I1 years
III " or more

Relateg’Eggeriénce '
I year

IT years‘
IIT " or more

Residénce! Fogeigg' -
I year |
II years
III " or more
‘Foreign Travel o
Sex

Male
Female

i

TOP-SECRET |
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95%

15%

80%

30%
13%

93%
30%

- 91%

76%
61%

95%

88%

9%

4b%
_T%

5%

70%
30%

.

8
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ORE_ - Qualifications of fessional Personne
' " (As of September 19/%)

Y
Ty College - | , | L 99%
. ' No Degree -~ : : 11%
| I = ' - _ 38%
II Degrees N - ' 27%
I 0 | ‘ ' 1%
Foreien Langgagé ' T . \
kS o ' -
1 / | 71%
\ III or more : _ _ ' 23%
Military Service. -  58%
Intelligence Experience ‘ o !
.- ' T year - : , : 98
. II years , ' . ’ T 242
IIT  * or more ~ . | - 70%
" Related Experience. '
-1 year | \ - 98%
11 years ’ - 93%, .

IIT " or more : 86%

Residence, Foreign

I year - | ' 46% -
A II yesars . - _ ’ 39%
. IIT " or more S ’ - 29%
. Foreign Travel . , | : . 55% \
Sex
Male = o o . | |
Female , ' ’ e gg%

9
| WET R e,
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Another error, states the Report, is "The placing in key
‘ ) positioxia of a large percentage of military personnel, many of them
\ 6n relatively short 'tour of duty' assignment, tends to discourage

competent civilian per‘som_xei from looking to empioyment in the

Central Intelligence Agency as a career.®?

bmitting the post of Director, which is considered in another
part of the Report, thers is only ons--out of six-«Aas!.gtﬁnt Director
who is a military men. I‘fouréout of six--Deputy Assisiant. D;rectbrs
are from the mil{it;n.ryr servieces, l_mt, considering the fact that the

military services are both the greatest suppliers and the greatest
customers, this does not appear unreaéonabl_e, The overall figure
1s 58 military personnel, or less than 2% of the total number of

employnes in the Central Intelligence Agency.

recommendations in other parts of the Report which urge the assign-

" The above Committee statement seems éomeuhét inconsistent with
ment of military personnel to various branches of the organization.

y Bugggt.

On page 33 of the Report‘ is the statement: "Both Congress and
the Bureau of the Budget have refrained from exa:ﬁining in detall the
internal workj.ngs of the Cent,rAl Intelligence Agency in oﬁer to ~
determine the justvilf“lcation for the budget.a"‘ This statement is only
partially correct as, while vvCongrelsa, go far, has not inquired into

detail, the detsils have been gone over in the Bureau of the Bﬁdgét.‘

by an official who has full security, clearance. It was at the

10
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insistence of the Bureau of the Budget that a centralized

| : , AF
ﬂnistt_'ative staff was set u_.po_ _ CJ ot MM oA Y/ 5- 2G-S

Sscurity

. The Commitiee recognizes the need for security, "ee-in the
Central Intelligence Agehey which has unfortunately become
jaublt_leizud as a secret intelligence organization."® The Central
Intelligénce Apency concurs éompletely in this, and the publicity

received has neither been sought nor encouraged, but haa‘ been

50X1  actively discouraged.
50X1

Under the existing econditions of press and radio, it would be practi-
cally impossible "t.o conceal canpleteiy, aesirable as it undoubtedly
would be, actiw‘rit'ies. of the Central intoliigeﬁec Agency. The more’
piacticabl_e manner, which has -been #doptgd, is to conceal the covert
sect.ior'as\by allowing the overt seétions to serve as a lightning rod"

and draw off attention from the clandestine activities.

Concise comments on the individual conclusions and recommendations

of the Committee follow: —
Chapter i‘I, pgg-ek 27.

(1) Section 102 of the Natiomal Security Aet of 1947 ,
establishes a framewerk for az sound intelligence system and
no amendments to this Section of the Act are deemed necessary
at this time," ) ’

Coneur, . _
. ’ ~ 1

TOR-SECRET

| Declassified in Part - Sanitized Copy Approved for Release 2013/08/19 : CIA-RDP83-01034R000400110008-1




- ]
Declassmed in Part - Sanitized Copy Approved for Release 2013/08/19 : CIA-RDP83-01034R000400110008-1

i//)ﬁbnnl

"(2) The Central Intelligence Agency is properly placed
in our govermmentsi structure under the National Security
councilo ‘ .

Coneur.

\

#(3) The Central Intelligence Agenay should he empowered
and encouraged to establish through its Director cloger '
liaison with the two members of the Nationsl Security Council
on whom it chiefly depends, namely, the Secretaries .of State
and Defenseo

coneuro Although an oi‘fective liaison already exiats,

closer relations will be established
Chepter ITI e 38.

‘ . ~
- , "(1) The centralization of all administration in one
| : office is undesirable since secret operations require their
s - own separate administrationo
The Central Intellipence Agency is on the horns of a
dilemma in this probiem. Until a few months ago, Separate
| administrations were provided for secret operations. Then,
the Eberstadt Report reconmended a decrease in the administra-
| tive overhead, and the Bureau of the Budget required that
| ‘ ‘
administrative duplication be eliminated. So, a centralized
administration was instituted. Either type of organization, 7
o " it has been deznonstrated; will work. |
- "(2) The present arrangements for handlinp the difficult
budgetary questions of the Central Intelligence Agency are
soundly conceived, and the Agency has not been hampered in
‘ carrying out its present responsibilities by lack of funds." 1
’Concuro
12
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Declassified in Part - Sanitized Copy Approved for Release 2013/08/19 CIA-RDP83-01034R000400110008-1




- _ , S
' Declassified in Part - Sanitized Copy Approved for Rglease 2013/08/19 : CIA-RDP83-01034R000400110008-1

AN A VAd A

. ™(3) To assist the Director in carrying out his statutory
duty of protecting intelligence sources and methods he should
in cases where the disclosure of secret information is sought
from hin and he has doubt as to whether he should eomrly, refer
the question to the National Security Council in order that
1t may determine whether or not disclosure is ir the publie
interest." : : '

Concur,

. v .

"(4) In the interest of security, the Central Intelligence
Agency should increasingly emphasize its duties as the coordinator
of intelligence rather than its secret intelligence metivities _
in order to reverse the present unfortunate trend where it finds ‘
itself advertised almoat exclusively as a secret service organi-
zation. In this way it can help to cover up rather than to
uncover the secret op-rations entrusted to it." -

- Concur.

"(5) The placing in key positions of a large percentage of
military persomnel, many c¢f them on. relatively short !tour of
‘duty’ aasignmment, tends to discourage competent civilian
, o, - personnel from looking to employment in the Central Intelligence
: Agency as a career." : '

Do not concur. ‘Omitting the post of Director, which is

out of six--Aésiataht niréctor uﬁo is a military man. quré;
out of six--Deputy Assistant Directors aré from the military

sefvices,'but, aonsidering the fact that the military services

o - - m—————— . mm——s N

are both the gréatéét suppliers'énd the greatestfcustomera, N

b -

| , |
. ’ considered in another part of the Rerort, there is only one-- ' |
thig does not appesar unreasonable. The overall figure is 58

} military personnel, or less thaﬁ‘z% of the total number ofv

@mployees in the Centrai Intelligences Apency. -

o o | | 13
TOPRSECRET i | '
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' The above Committee statement seems sbmeuhat‘inconsistent
uith recommendations in other parts of the Report which urge
the aasignment of military personnel to various branchea of
the organigation,
v ~ Chapter 1V, page 63.
. - (1) The responsibility of the Central Intelligence Agency
- under the National Security Act with respect to the coordination
of intellipence activities, which is one of the most important.
ones assigned to the Central Intelligence Agancy, has not been
fully dischargedo \
Concur in the importance of coordination., Such‘coo;dination,‘
- as the Committee points out, mﬁst be achieved by-mntuél agreement,
and, althoﬁgh a complete answer has not yet beén made, progress B
has been continuing elong{the desired course. Lacking explicif
authority, coordination cannot be imrosed, and, oven whers sueh
anthority might exist, its axercise'might be undaairable becauaa'

" of the tensionaand reaentments that would be set up. Coordination

rlacing into effect the practicable recommendations in the Report.

: *(2) One of the important areas where more active efforts
- at coordination are needed is the field of scientific intelligence.”

\

\ , .

: by agreement should be continued and should be accelerated by
concura This hasg been provided fbr with thetstablishmsnt

-, - of the Offics of Seientific Intelligence°

®(3). Another important area ig that of domestiec 1ntelligence
and counterintelligence ingofar as they relate to the national
-security. To improve coordination in this area and between it
end the entire intelligence field, we recommend that the

- - ) S | | o 1
| | CRET | |
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Federal- Bureau of Investigation should be made a member of

the Intelligence Advisory Gommittee°

v Reletionshipevin_this field between_the Central Intelli-
gence Agency and the_Federal Buneeu of Investigation havet
grounfsteadily in scope and in closeness duriné the past &earo
'There is no, objection whatsoever to the - Federal Bureau of |

Investigation becoming a part of the Intelligence Advisony

- Committee, but it ahould be pointed out that the present

charter of the Intelligence Advieory Committee permits invi-
tation to Intelligence Advisory Committee meetinpe of agenciee

in eddition to the permanent membersp when the subject matter

. to be discussed is of interest to. additional apencies° This

seems to be adequete, The Federal Bureau of Investigation X

wasg 1nvited to meetings of tne Intelligence Advisory Board,
but in 1946 discontinued attending these meetincse It is
thought that the Federal Bureau of Investigation would not now
care to join the Intelligence Advieory Committee aa a.permanent

T

member, but I shall be glad to invite the Federal Bureau of

'Investigation to partieipate an & permanent basis if the

National Seoufity‘Council approves this recommendation in the

Report,

"(4) The Director of Central Intelligence should Le made

o,

Declassified in Part Sanitized Copy Approved for Release 2013/08/19 CIA RDP83-01034R000400110008-1

permanent chairman of the United States Gommunicatlons Intelligence

Bo ard."

Do not concur, Having membership on_the_United States .

Communications Intelligence Board, where procedures must be

TOR-BECRET
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adopted unanimously,zéeems to be sufficient,

"(5) The Intelligence Advisory Committee is soun&ly
concelved, but it should participate more actively with the
Director of Central Intelligence in the continuing coordination

“of intelligence astivities.®
Concur. The Intélligénce Advisory Committee is now meeting

N ‘regularly, at more ff@quéht intervdla, both for the pﬁrposes of

| céérdinétion and for, the joint preparatiom of estiéates; for
briefings and présénﬁations ib the Secretaqyﬂof'Defense, Committess
of Congress (Including the Joint Committes on Atomic Energy), and
the Bational Security Council. Inereased use of the Intelligénca
Advigory Committee for the continuing'coordingtiqn of 1ntelligancs
activities will be wvarried out. .

"(6) The Intelligence Advisory Committee should eonglst of
the Director of Central Intelligence and representatives of
the Departments of State; Army, Navy, and Air Forge, and the
Federal Bureau of Investigation., Other departuents and agericies
would sit as ad hoe members when appropriate."

Do not concur. There is nvobjeétion to the‘participaﬁion
~ : _ . '

.

of th Federal Bureau of Investigation as a member of the
-~;Inte}1;kenée Advisory Committee, but it is believed tﬁat'much'
benefié is obtainedlby the presence of representatives of the
Zt o , Etomié Energy GOmmissidn and the Jcint Intelligence Group ms
| permanent members. There seems to be no valid reason for -
dropping these l&ttgr two members. The Atoﬁic Ene;gy Copmission‘

is particulerly desirous of maintaining this relationship.

N
!
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" (7) The Interdepartmental Coordinating and Planning Staff
should be reconstituted as a staff responsible only %o the
, Director of Central Intelllgence, with the task of developing
., : plans for the . coordination of intelligence activitles."

Concur, This is ite present organization and its presént

taglk.

"(#) The responsibilities of the Office of Collection and
. Dissemination with respect to the coordination of collection
. requiremeats and requests snd the dissemination of intelligence
' o should be ¢arried out under the new Coordination NDivision. This
. . is subject to future determination of the extent %o which
indivlidual Offices may conduect ‘their own dissemination.”

Do not eoncur, See recomméndad_organizatioh at the end

Chapter V. rage 81.

~ - -

\

"(1) In the Central Intelligence Agoncy there has been
confusion between the responsibility of producing coordinated
national intelligence estimates and responsibility for
miscellaneous research and reporting activities,®

. . of theée éoﬁmentsp o S
. : - : \
This is a broad statement that nggds qualification. Both

types 6? aciivities may héve béeﬁ performea; but there has been

1 , mo confﬁsian be;ween them;\and both were found' to be necessarjq_

| -.'Ig is believed that what the_Committeevdescribes as "confusion”®

v - | ~ has resulted from the Central'Inteiligence Ageney's recognition

| of iis threefold }ésponsibilities as the producer of national

intelligence estimates, as the intelligence facility éf_the

National Security Council, and as the agency responsible for

performing services of commen concern. The Comuittee has failed

-
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lfo reéogﬁize the gap tﬁgt existé between‘the Central Intelligence'w

| '. o Ageney's agglicig reép@ﬁsibilitieg, as set fbrth*in ﬁSCiD-#B;

- : ‘ and‘the CentralfInteliigeﬁce Agan@y's mggicg responsibilities
| as the 1ntelligence faeility of the National Security Council A
MoreoverD NSGID #3 13 so rigid with respect to the Central
Igtelligence Agency ] prcduction respcnaibilities and so flexible
wiih respect to those cof the dapartmental 1ntelligedce agehcies
that ite usefulness as a working document-is ser%oﬁsly impairedo
The Commitéae‘s“concluéipn:is made on the basis of a dangerdusiy'
| limited view of the Central intslligence Agencyfs responsibilities
- .. for intelligence production, éuéh responsibiiitiés should be
‘ .

~ ' : I considered not ﬁolely in terms of the produetion of "coordinatgd

.national intellinence estimates" and i ntelligegce in fields of
. gggmqg_lnteregg" but also in terms of the Central Iateliigenge
Ageﬁéyfs rblé'as:the intelligencé faciliiy of tﬁe‘P?asiéentp

the Fational Sécurit? Council, and sﬁch ageﬁciea'as may be

designated by thenm.

The Central Inteiligénce Agency's ihtelligénce production
reépdnsibilities shauldjinblude,the following, and NSCID #1
and NSCID #3 should be modified accordingly to inélude,a.revised
and more appropriate definition of national inteliigence:
| (1) To produce intelligence required to veduce . |
o a minimum the element of surprise in fbreigﬁ siiuations
~and devélopments which affect United States national

security,

'13'
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{2) Teo produca coordinated intelligence e#timétes
required for nauional plannlng, policy, and operational
éeciaxonso ' |

(3) To produce intelligence required to suppors
th@se agencles des;gnated by the National Security
Couneil to receive it.

(4) To produce intelligence in fields of eommon
interest to the Gentrai Iﬁteflizence Agency énd the
departmental intelligence. apencies, including economi.c

‘ and Sﬂientlfi@ int elligencee

- (5) " To proéuce intelligence required for Central

Intelligence Agenay estimates not normal to any

departmental responsibilities.

(It should be noﬁed that paragraph (2) above is the only eategory
off intelligence which conforms to the definition of naﬁional

intelligence in NDCID #3. )

“(2) The provigions of the National Security Act for
the produetion of national intelligence estimates, as inter-
preted by the National Security Council Intelligence Dxrectivesg
are sound but have not been effectively carried out.®

Concur in the assertion that the provis ons of the Natlonal

Security Act for the production of national intelligence estlmatca

_are seand, but, after almost 8. rear s experience, believe thaﬁ

NSCID #l and NSCID #3 should be revised for the reasons cited

immediately above and for Qhe following reagons:
)

19
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f(l)' The. directives do notlpr@wide f@r adequata |
treatment of the matter bf_priority'within thé departnental
L o ‘;infelligen@e.agéncies-witﬁ respect to their support.of the
Central Inteiligénééyﬁg@ncy, Géﬁséqmently,.the 9éntra1
Inteliigenée Ag@néy is uﬁable_to make optimum use of
'departmenﬁal iﬁte}ligenceiand'cﬁdnot'dapend upon. ﬁimely
departmental actibnvin neeting Gentra; Intélligen;elﬁgency
commitmeﬁts and deadlinesa' - - _." -

(2)' The directives do not adequately'allocata
preduction responsibilities asnd do-not}definm intelligene@
fieida of common coﬁéerno
#(3) There should be created in the Central Iﬁtelligenc@-

: Agency a small Estimates Division which would draw upon and .
£ B review the specislized intelligence product wof the departmental .
. agencies ln order to prepare coordinated national intelligence
estimates.® . - : :
The Rerort is vagué concerning the aetalla of the br@pased
‘ ?eorganizaiicﬁp and,-ther@fbre; opinion_is dividéd on the .
" necesslty or;desirability of a drasﬁie internal reorganization
now. Hoewever, if the Committee's recommendation means that the
Estimates Division is %o be large eneﬁgh to_providéyits own |

relatively high level rasearchlsupﬁortg thevrecqmmendétion is

7

workable and mizht resuif.in éiﬁplification of the prbeess of
brdduciﬁg estimates. The problem'of a greater &uplication of
effort, than npﬁ existgi 1mmediatel& arises. It is belleved,
‘tﬁerefdfe, that this recommendation is premature‘and should be

considered only after s revision of ¥SCID #1 and NSCID #3,

TQR-SECRET |
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- o ' -~ n(4) Under the lsadership of the Director of Central -

g , Intelligence, these estimates should be submitted for discuasion
and approval by the reconstituted Intelligence Advisory Committee
whose members should assume collective respon91bility for them.

e

. . /
-

, : "(5) Provision should be made in these arrangements for the
o handling of crisis situations when coordinated estimates are
) ’ required without delay " : :

"(6) Goordlnated inuelllgence estimates produced in this
way must, in order to be effective, be recognized as the most
authoritative estinates avallable to the policy makers,.

A

These three recommendations have been considered together
- asg pafte of ;he eameproblemo The Ceﬁtr&l Inteiligence Agency
cannot, agree with the view that members of the intellfpence
'f; : - ‘Advisory Committee should assume collective responsibility for
Central Inté’livence Agency- estimates. It is considered: that the
main question is what sort of estimates should emerge from/the
national intelligence structureq Those who developed_the original
- eoncept of a central 1ntelligence group had cleaflf in mind the
everepreseni factor of deparimental bias as well as the short-.
comings of joint intelligence, which often produces estimates E
80 uatered down in the. process of reachinp agreement as to be
alueless° The Central Intelligence Agency estimates can be free
from sech faults only if they ars rroduced with full eognizance
of depaftmentallyiewsvbuﬁ without subsgervience to departhenfal
prejudices. Iﬁtelligence Advisory Commitﬁee review of‘the |
Central Intelligence Agency drafis should undertake to eliminate

ninor or apparent differences but not to gloss over dlvergenees

of ,informed opinion. The resultant estimate must be essentially

21
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that of the Central Intelligenca Agency and not ‘that of the

1

Intelligence Advigory Committee collectivelya Any atatementa

of dissent shuuld be limited to subatantial and wellpdefined

issues, as the directiVQS-now provids. Moreover, these

directives should be further modified to restrict dlssent to

~ the field of responsibility of the dissenting agency. (For

example, the O0ffice éf Naval Intelligence has an intege r st in
politieal matters but is ‘not responsidble for estzmatea in that
field, and the. Central Intelligence Agenqy should not be required
to publish a dissent by the Office of Naval Intelligence on purely

political matters 1f the State Department concurs in the Central

.‘Intelligence Agenqy position.) The logic of this contention is

simply that, Just 8s a dissenting member of the Intalligence

Advisory Committee cannot be expected to_share in the responsibility -
for a Central Intélligence Ageﬁcy estimate in{which he dissentsgi

so, by extehsibn, the Central Inteiligence Agenéyfhaé sole

responaibility for its est1mates, even whan Intelligenee

_ Advisory Committee concurrence. is comniete, and does not share

this responsibiilty collectively with the membera of ths _
Intel]ipence Advisory Committee. Concurrence should fortify the
estimate; it should not create an artificial respon31bility,

The Report does not reflect a clear understanding of this vital
aspect of the coordination theory. To the Committes, "national®

intelligence,is merely “coordinated® intelligence, and coor&inated

intelligence is joint'intelligence, at the mercy of departmental

- biaso

22

TOP/SECEET

|




Declassmed in Part - Sanltlzed Copy Approved for Release 2013/08/19 CIA-RDP83- 01034R0004001 10008-1

o A VAS A

Although the Report favors the method of preparing drafts
in an ad hoc committee, experience showa that this procedure

is time-consuming and inefficient. The ccntral Intelligence Agency

" believes that coordination prccedures will-be effective only if

its own estimates personnel produce the initial draft as a baais
for discussion with a permanent, fullctime, substantively
competent Intellipence Adviaory Committee subacommittee, prior

to the submittal of the estimates to the Director for Intelligence

A

Advisory Commitiee action.

There must be effective means fcr handling crisis aituations,
In the paatp an informal procedure, which worked, was in effecto

This procedure is now in process of being formalized by agreed,

'__written understending. = - o -

The Central Intelligence Agency s estimatesmnst garn their -

distinction as the most authoritative intelligence available

to the rolicy makers. It is, however, recommended that the

National Security Gouncil enjoin the policy makers to give

the Central Intelligences Agency such guldance in matters

pertaining to national policy that Central Intelligence Agency _‘

suppert will be more directly responsive to their needs.

Chapter Vi, page 91 | - -

(1) In addition to the Estimates Division recommended in
the previous Chapter, there should be created out of the present
Office of Reports and Estimates a Research and Rerorts Division
to acccmplish central reosearch in, and coordinated production of,

23
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intelligence in fields~of comuon interest. The staff of this
- Division should include sufficient representation from the
.7 State Department and the Services to insure that their neads
| ~ are adequately met."

. | ~ The Rerort is vagﬁe eoncerﬁing the details of the proposed
| o reorganiyation, and, therefore, Oplnlon is divided on the
-necessity or desirability of a draatie internal reorganization
now. However, if the Cdmm;ttee 8 recommendation msans that the
 - Estimates Division is to be large enough to provide its own

relatively high level research support, the rechméndation is

workable and might result in simplification of the ﬁrocéss of -

producing esti’mate;o The problem of a preater duplication of

.- - | » effcrt, than now exists, immmediately arises. It is believed,
| | | f therefore, that this recommendation is premature and should be

considered only after a revision of NSCID #1 and NSCID #3.

»
\

- o .' Similarly, the proposed Research and'Report§4Diviaionp-
ineluding a basic esconomic research unit as well as the present
Map Braneh and such other facilities as might be determined to
belong there, could profitably operate apart from the
. | Estimates Division. It must be pointed out, however, that .
these,recommendations are made within the framework of . the _
.. 4 . entire Report. It would be highly inadvisable to separate the
 present Office 'of Reports and Estimatés functions withgut
Imaking shrg that corresronding changes will be brought aboﬁt .
1n,the functions and facilitiss of the departmental intelligence

agencies, particularly in,tﬁéi: relationshipas to the Céntral

S | | | 2
TgpzsﬁET | | ’
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Intelligence Agenay. It should Ee roecognized that decentra=-

lization of'intelliéence production‘responéibiiities, as

- recommended in the Report, necessarily involves substantial i

problems of coordinétion, flow, routing, and priorities of
access to source méteriala, gand ralees the potential danger .

of an even greater ﬁuplication of effort than now exists,

~This proposal will be further disgusaed in.the.recommended

organization st the end of these comments, ‘

"{2)} The COOrdinaﬁion Division (reconsituted Interdepart-

- mental Coordinating and Planning Staff) should be given the

responsibility for studying the actual scope of the Research .

~and Reports Division and for recommending those services of

common concern which should be performed centrally."

vConcuro: It is believed that the recongtituted Interdepart-
mental Coordinating and Planning Staff should determine what
revision of NSCID #3 is needed, in collaboration with the
Intelliganca-&dvisony Committes Standing Comnmittee and repre-
sentatives of the Office of Reports and Estimates,

*"(3) The propriety of the preparatiom by the Central
Intelligence Agency of essentially rolitical summaries should
be reviewed, taking into consideration the need for such
summaries, the existence of a number of duplicating summaries
and the particulayr capabilities of the individual departments
to prepare them," : )

-

The'Central‘Intelligencé Agency does not eoncur in thié

- recommendation or its iﬁplications; In referring to the Central
:Inteliigénce Agency current intelligence publications as

- "essentially political summaries," the Report préperly indicates

- - . .25
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that those publications are(based to a considerablé depree on -
State Deparfﬁent materials. Housver, a major Causéxfbr this
el - - preponderance of State Department materlals is that Army, Navy, |
and Air Force did not until recently, as State dpes,‘make all
.their highest lefel intelligence and operational materials
available to the Central Intelligence Ageﬁcy. A strong‘Ngtional
- Security'Council directive is required td‘remedy thia situation.
o : COncarning the problem of duplication, the Central Intelligence
| Agency believes that such duplication is more apparent thapt
'.realo Eaeh of the departmental apencies produces periodic
summaries which are designed for a speclfic audlence, an& no
- (. | one of those publioations could meet the needs of the other
| audiences. (Even the State Department summaries are specialized;
they areldiglomatic‘sﬁmmaries for readers with an intimate knowle
edge of diplomatiec cpefationSQ) The Centralrl;telligence Agency
‘. current intel}.igence pub'iicatioris are the oﬁl;k ‘one_vs designed

- primarily for fhe President and the Hational Security Couﬂcilo_

It is believed that only the Central Intelligence 'genéy has the
perspective and the freedom From bias necessary fbr proper

psrformance of this delicate and significant function,

L : e The President and the members of the National Security
Council have repeatedly expressed their &pwroval of the Central
Intelligence Agency Daily and Weekly Summaries.. Although the
Repert makes no‘specific recommendétion concerning the Central

Intelligence Agency monthly "Review of the World Situation,®

| 6
1;49/SEE§55T 2
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the publicatioh has been well received insofar as the Central

Intelligence’ﬂgehcy has been abie-to ascertein, .

®(4) The varioua reports, studies and summaries which are
not national intelligence or reeognized services of common
concern should be discontinued ®

Concur.
Chapter VII, page 104. - S »

(1) The Office of Operations consists of three distinctive
activities, which represent useful and recognized functions in
their own f181d but have no particular relation to each other.

Do not concur. These ectivities'are closely bound by the

1ink that they are the only Central Intelligence Agency activities

engaged in the gyert collection of‘intelligence_information. They

- are alike in that each maintains "opeﬁ" field Cffices,.eaeh

collects "raw" information from Wopen! sources, and each

. provides services of common éoncern; These activities do- not

- perform résearch, analysis, or evaluatjon. 411, by their taske,

ﬁust admit openly to being part of the Central Intelligence

Agency. “The thrée‘brapches are further relatéd, as follows:

(1) The Foreign Documents Branch and tﬁe Foreign
Brosdeast Igformafion Branch share foreign langﬁage press
 and propeganda sources, deal wiﬁh‘openli published material
of a similar eharacter, and require personnel with specialized

1ingulstic qualiflcations. The Foreign Broadcast Information

Branch's overseas field bgreaus”and the Foreign Document

27
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\
>Branch's documents collection teams abroad,are overt /
' Central~1ntellig§née Agency oéefationé, requiring
administrative éuppoft,~whibh are unconnected with
‘ covert Cént:a1'Iﬁtelligence Agency operations and
adnintstration in the same areas.

(2) The Céntact Branch and the: Foreign Broadeast
Infb}métion Branch esch have extensive domestic fieié
installations outside the Washingtpn area. FProblems of
épace,,supply, cﬁmmunications,_security, trapdportation,
"personnél administration,-and direction from'headquarters N

afe the same for'the Foreign Broadcast Information Branch's

of the

Contact Branch, although operating independently in the

Pield, | |

"(2) The Contact Brench should be integrated with the
Office of Special Operations and Office.of Poliey Goordination

under single over-all direction (Operations Division) within
the Central Intelligence Agency." o <

Do not econcur.

o -(1)- Repreaentativas-of the Contact Brahch are
identified as CenpraifIntelligenee_Agehcy employees and
mustvusg an open epproach to United States organizations,
i§étitutiehs, and individuals. As is correctly stated.

| (Pﬁgﬁ'96)='"These‘soufges do not wish to be emb?oiled in

anything

that resembles espionage despite their eagerness

to place at the disposal of the Government information which ~

-

28
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the;r”ac_cg.tire in thelr normal course of business., "
Unification of the Contact Branch's major domestic
aqtgvities with foreign espionage and counteresplonage

- oparations would seriously increase the possibility of

50X1 : . compromising either operation.
50X1

tion of diss‘e'mination of inforuiati'on, digcretion of personnel,
- ‘ and the secure handling of sensitive materials are mﬁetioqs

which are not. exclusively confined to covert operations., -

A

o - {3) Provision of adequate security of source, 1imita-
It is obvious th;xat "highly co;nfidential relatfons with

outside contacts are required,* and that security restrictions

| 29
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must bé apﬁlied not.oﬂly\to the infbfﬁation collected

by the Contacf Branch, but also, in many cases, to ﬁhe

metheds by which thg Contact Branch collects it. The

primaryﬁdistincﬁion between field opératiﬁes‘an& collectors

-+ | ~* of the Contact Branch and those of the Office of Special '

| Oper&tions:and the Offiqe of Policy-éoordinatiqn’is, ‘

however, that the former are, and must be known éS§

iepresentatives of theycentfal Intelligehce.Agdhcy,

whereas, the latter must concé&l their connections with :

this Agency. |

| '(4)"AdministratiVe arrangements for the domestic »

operations of the Conﬁact.Branch and the, foreign operations ‘

. of the Office of Policy Coordination and the Offiqe of
Special OperationE aré_gompletely différeﬁto‘ The over=all
administratioﬁ of the branch heaaquarters and .field offices

is identical with that of the non-covert offices of the -

50X1 . | o Central Intelligencé Agenqy;
S50X1

Integration of the Contact Branch with the Office of Special

Operations and the Office.of/Policy Coordinstion would involve
. . . \ - . )
- extreme administrative complications.

- *(3) More active efforts should be made to exploit intellis
gence from foreign nationality groups and foreign individuals in
‘the United States, and steps should be taken by the Director of
‘Central Intelligence and the Intelligence Advisory Committee to
coordinate the activities of the various agencies in this field. "

.30
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Concur. An agreemefit on procedures regarding this task
is now practically completed-between the'Central_Inteiligence'
., Agency, the Intelligence Advisofy Committee agencies, and the

Federal Bureau of Investigation,

. "(4) The Foreign Documents Branch shquld bevmade part of
the proposed Research and Reports Divisioa if one 1s created.®
Do not soncur. Thngoreigg Documents Braﬁch éﬁ present
operates under various inter-agency égreéments,vproviding a
central'exploitation service for captured documents and cuifenﬁ
foreign publications, ihcluding.books, périodicals, and the
; daily préss., The translation séréige of the Foreign Documents
" Branch, al though est;blished primarily for the Central Intelli-
| génée Agency, is extenéively‘uéed by all thg Infelligéncs |
e Advisoryjcommiﬁtee agencies, which have limited iraﬁslaﬁion A
i | : facilities, eépéciaiiy for the Orienfalland'Néar Eéétern lahguageaa
Tﬁat the Foreign Doéumenﬁstanch's Qérk must “be perfcrmed'in
: close.re%ationship'to and under the constant ghidaﬁce of the '
eonsumef égeﬁcieé" is concurred.in, :Since the Foreién_Dbcumentsv
Branch's main work is done at the fequest of, and according to
the specifie requirememté of, the depﬁrtméntal iﬁﬁelligence
_ agencies as well as those of the.Central'Intalligenée Agencj
(0ffice 6f Reports and Estimétes, Officé of Special Operat{ohs9
etr.), the guidance'oﬁ the intergéted sections or desks'is |
always availeble. The Branch at presentloperateé centrally,

rroducing rav intelligence information in English'froﬁ'foreign

A
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language sources,for wide dissemination. Closer integrapibn

_ of the Branch with research and evaluation sections of the

Central Intelligence Agency would bemefit the latter, but would

tend to cut the operation off‘fromﬁthe Inteiligence Advisory

Commi ttee consuners. itvmay‘be noted that this Branch was once

a part of the current Office of Reports and Estimates, and this

- subordination vas found impractical. Under such direction, the

operation tends to become an adjunct to Central Intelligence

Agency research prqjepts, rather than a coilection service

- which provides large quantities of foreign information in a

useable form, not only to all the intelligence agencies, but to
other parts of the military establishment,"such as the Research

and Dévelopment Board, the technical servicesﬁ,,étc° T

-

"(5) If the Forsign Broadcast Information Branch remains

a part of the Central Intelligence Agency, it should probably -
be administered by the new Operations Division, but its product

should be currently available for, analysis in the new Research
and Reports Division.” . S ‘ . : -

De not concur. _
&
(1) It is'imélied ihat ihé Comﬁittee has some4re:s_erva;'°

'“zibﬁ as té_whether or not- the Foféigﬁ Broadeast Information

Bﬁaneh'shduid.remain'a part of the Central Inﬁeliigenée‘

Aéency.' It 1is believed that as.a "service of commoﬁ-cogcerﬁ,ﬁ

'primérily-to the intelligence agencies, but also to various

other departmehts of th; Govefnﬁent, the Foreign éroadcas£

Information Brandh can function more efficienily as a part

-SECRET
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| | . O
of the Central Intelligence Agency than under any other l
governméné agency . . ‘ , |
(2) The‘aotivitiea and support of the Fo}eign |
Broadcaét Information Branch are at prasent more closely
related to the overt functions and offices of the Central

Intelligenee Agency than to those of the covert officeso

(3) The direcﬁion of the Foreign Broadeast Infbrmatiom

Branch by o division engaged in the direct supervision and

control of all covert activities would g0 overload the policya
'making opficials of that office with ma jor deciazons in
| ' unrelated Fields that adequate guidance would be mosb
o | | aifficult | | | |
o o (4) The - inference that the Foreign Broadcas% Informa~
tion Branch should enter the interpretative analyais and
1 E o . evaluaﬁion fields (page 101) would require research facilitles \:“
" now exlstent in all the Intelligence Advisory Committee _ : I
agencies and thereby creaﬁaduplicationf Foreign Broadcast v |
Information Branch materlal is currentlé analywed from a
| o factual point of view prier to its dissemination. Any
| further.interpretation or evaluation of-broadcast material
between time of monitoring and time of delivery to consumer
agencies would greatly dxminish the usefulness of the
Foreign Broadcast'lnformatiom Branch's product; The value

of the Foreigm Broadcast Information Branch lies chiefly in

the rapidity of its collection serviceo
o
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- Chapter VIII, page 129.
. | b ' - .
"(1) The covert operations of the Office of Special
. ' Operations and Office of Policy Coordination and the activities
~ of the Contact Branch of the Office of Operations should be
integrated, and the three operations should be brought together

o . o under single over-all direction (Operations Tivision) within the
S . - Central Intellipence Ageney." : :

Concur, except for the Contact Branch oflthe Office of -
Operations which does its work overtly and, therefore, should

| . ‘ " not be assimilated into a covert organization,

In this connection, the Office 6f_Speeiél Operations and

the Office of‘Policy Coordi;ation'were formerly integrated and
ooméined 1ntolone offiée during the.periAdlwhen'NSC 4=A was in
offect. NSC 10/2 states explicitly that the Office of Polley | j~
Coordination shall be aﬁtonombﬁs in the Cenfral Intelligencs } @‘jﬁ

~ Agency.

*(2) Covert inteiligence>activities conducted by the
Central Intelligence Agency snd other agencles in occupled areas
should bexreviewed in order to effect close coordination:, "

Conéur° ‘This is being carried out at the .present time,

50X1

Concur. This, too, ié being done on a continuing basis.

- "™(4) The Office of Special Operations (or the new Operations
Division) must give primary attention to the building up of a
corps of trained personnel for operations abroad," C

- | o | 3%
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Concur. This is being done. It is’ﬂof unprofitéble to
think o?'ﬁhe Office of Special Operations career in ‘terms of
B .  ' other~profeséions, such as the law. In law, three yeﬁra of
!‘ ‘ - formal atudy constltutes merely a mentel conditioning and the
i | "acquiring of a ra tionale preparatory to its practice° The
career itself has’developed into innumerablo fislds of Speeialié i
zationo Howevar, i% is within the power of legal experts to

. ) ' 1udge the competence of membera of the profession sinece it has

established standards, An examination of the plaintiff’s and
defendant's briefs ‘against the judpe's opinion and legal _

E precedence permits an evaluation of profeas onal ability which
will at least find a substantial body of coneurrence within |
the profession.v The Office of Special Operations ia only

'baginning to establish standards or a relative sense of valueﬁ

. o in its own profession which enables competence to be recognized‘
| un*versally within the inteflieence profesaion, The Office of

.Special Opnrations trainlng is devoloping in a sound mannor since
it is formali7ing a prograﬁ of instructlon based on case histories

/ and field experience‘ This course of study is being continually
refinad by the criticisma of incoming field personnel who have
s . _gained nev techniques and encountered,speeigl conditions which

require revisions in the training programo.

50X 1 o

| 35
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. and cloger liaison in this field should be established with
the Federal Bureau of Investigationo"_

9 : CIA-RDP83-01034R000400110008-1

L _ - Concur. This ia bsing done.” This continued. implementation
‘ - . . N ’ v . - -

‘ will naturally result in a higher quality of counteresrionage
y_" - activity which will in turn directly influence the Central

j 4 Intelligence Apency relationship with the Federél'Bﬁregu of

50X1 Investigaiion,

- . - "(7) Relations with departmental asencles should be brought
- closer, and the guidance which the Office of Special Operations
P receives from intelligence consumers should be strengthened.
This might be achieved by including representatives of the %
Service agencies and the State Department in the Informatiom
Control Seetion of the Office of Special Operations,®

Coneur. It must be noted that this will increase the : ' I
mmber of military personnel employed in the Cantral Intelligence
Agency ., '

3 ) ) ) s

- of Special Operationa is receiving adequate information on the

o - current and strategic intelligence nseds of the Government,
This might be achieved by establishing closer relations with
the Secretaries of State and Defense.” -

'"(8) The Dire¢tor should assure himself that the Office - '
|
|

Concur,

_ ' - TOP-SECRET -
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"(9) The Offlce of Special- Operatlons should ‘exercise
& greater measure of control over the dlsseminatlon of its own
material."

Do not-concufo This would again produce duplication which
has already been 80 sharrly criticizedn ~Save foy operational

matters, normal dissemination, subject to security safe—guards,

should be employed

1(10) The Nuclear Energy Group should be moved from the
Office of Special Operations to the proposed Research and

Reports Division where it should be a part of the general
seientific work, ™

‘ f : ' o Céneur. The Nuclear Energy Group has alreaﬁy been moved

o o the 0ffice of Scientific Intelligence.

- | 2 ‘ "(ll) The Office of Special Operations should have access
- to communications intelligence to the full extent required for

guidance in directing its operations and for more effective /
conduct of counter-espionagen . : : o

)
L

Concur. This is being done. In this connection, the

Committee's comment on pagelggé appears & trifle gfatuitpuss
"Although;'as'pointed out elsewherevin this report (See Chapter
V), we heva not gone into'this field, there appears te be some
question whether the Office of Special Operatlons now has

< o adequate and prompt ‘access to this materialo The Office of

Srecial Operatzons is receiving all information that is available
in this field. |

38
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Chapter 1 e 134.

*(1) The clese relatfonship between covert intelligence -
-and covert operations and the fact that the latter is related -
to intelligence affecting the national security Juatifies the
placing of the Office of Policy Coordination within the
Central Intelligence Agency." '

~ "(2) The Office of Policy Coordinaticn should be integrated
" with the other covert Office of the Central Intelligence Avency,
namely, the Office of Special Operations, and with the Contact
| Branch of the Office of Operations, and these three operations
| ’ T shoul@ be under single over-all direction (Operations Division)
| - ‘ within the Central Intelligence Agency.® S . ‘
| : . .
\

Y

Concur, except for the Contact Branch of the Office of
' Operations which does its work d%ertly and, therefore, should

~. - ' not be Assimiiatéd intc‘g covert organization,

In this connection, the Office of éolicy-Coordination ‘and
the.Office of 3pecial Operations/werg'fonmerly intégrated‘and
combined into one office during the period ﬁhen NSC 4=A vas in

" effect. NSC 10/2 staﬁes'exgliéitly that the orfiée of Poliey
. Coordination shéll be autonomous in the Central Intelligepce
\Aéency. To,car;y,out the sécond recommendation above, NSC 10/2
. will have to be revised, |

Chapter X, page 138.

<

) W) The directing staff of the Central Intelligence Ageney
L - has not demonstrated an adequate understanding of the mendate
- of the organization or the ability to discharge that mandate
effectively.” . b

Y

! . ' .. “ o A | 39
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Do not concur. Had theVCéntral\Inﬂelligence Agency been -
constituted in a vacuum, where ralations with other estgbliahed
agencies need not have baen taken into account progress 1n
coordination, organization, and production might have been much
more rapid. However, the relatibnshlps and impacts between npt
only the other intelligence agenciéé, bﬁt #130 the adninistrative
agencies of the Govefnhentn»the Bureau of thé Budget, the General
Accounting Office; the Civil Service Commission, etc.--had to be
adjusted and had to be 1ived with. Dismissing the theoretical
_conditions which one might have 1iked to enjoy, and considering

B - the realistic conditions uhich have confronted the Central Intel-
- | ligence Agency{ it is beligved that much progress'alogg sound
1ines has been made° And,what is more gratifying, this tendency
: is increasiny in both scope and in ths right direction.

"(2) Administrative organization and polxcies tend to | ,
impede the carrying out of the essential intelligence functions
of the Central Intelligence Agency under the Act.? -

Do nét concur. The dgvelopmenﬁ of our ofganization and
funéﬁions has been based on a policy of centralization of specific
réspénsibilities in single officés and thg,coordinated wogk of
the offices as a tesm, each concentrating in its»own field and
looking tovthe étherg for.support'ffom other.fieida. Only in this

;- o mannar'can ve avoid the cenfuéion, duplication of effort,
inefficiency, and major frictions which alwaya attend a situation
wherein every component tries to be self-gufficient and attempts

%o do the same things, at the same time, in the same sphere,

- L 40
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and in constant competition. Our drganiéational poliey has

resulted‘in“the centralized groupings shown below:

(l) Research, evaluation,and prcduction, and
coordination in these fields.
Office of Reports gnd:Estimatea (except science)
Office of Scientific Intelligemce
(2) .Collection and liaison cbntrol, disgemination;
liaison service, and infofmation'service, and coordination_
in these fields: | | |
| Office of Collection an& Dissemination
(3) Overt field collsction: |
‘Office of’Operationa
(45 bovert field coileciion and counteresﬁionage:
Office of Special Cperations |
e 4 (5) Covert fleld operations:
|  Office of Polley Coordination. .
(The last two functions whiéh.had been integrated into §ne-.

- covert office were separated as a result of a directive issued

By the-Hational Security Council.)

\
"(3) Continuity of service is eisential for the successful . |
. carrying out of the duties of Director of Central Intelligence.™ !

I3

. : Concur. This principle is obvious, and a lack of the
’ assurance of continuity works a hardship on both the personnel
of the‘Central'Inte11igence Agency snd the quality of work

performed. Changes of \Directors with the fellowing ehanges,of.

<. ' - o 4
- TO CRET |
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organiration tend to make the Central Intelligence Apeney
employee feel uncertain anhd insecure 1n his job with con-
sequent harm to the quality and quantity of his output This
vas part:curlarly notzceable last Fell just before electlon uhen
11tera11y doyens of rumors were extant in Waahington that ohe of
the Committee metibers was to become Director of Central Intelli-~

gence as soon as the election was over°

"(4) As the best hope for’ contimity of service and the

greatest assurance of independence of action a civilian should

be Director of Central Intelligence. If a Service man is _
selected for the post he should resign from active rilitary

L}

‘

This is a éuestion that has arisen timé and time again. -
P@rhaps the best discussion of this problem is that stated in

the report of the Eberstadt Commlttee which is qpoted, as \

) . . l.
follows: : ‘ ’ ‘ o

"A moot question is ﬁhether the DirectorAshéuid be a -
civilien or a professional military men. The argument
in favor of a service man is that he will command more
confidence from the armed services who talk hig 1anguage
and will respect his p081tion and security with a mili-
~ tary nan, the present pay scale will not prove a deterrent.
The job could be developed into one of the top staff

- assigmments available to members of the three services.

\ "Against this, it is said thaet the.position requires

a broader background and gréater vefsatility and diplomatic
. 42
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. of foreign histofy and politice and is familiar with intelli-

of success is anon&mity, The wisdom of putting an individual

would have the advantage of being free from taint of service
ambitions or rivalries. On the other hand a ecivilian may

. be more subject to political pressure than a militafy man,

]

\w AVES &

experience than is usually found ineservice pérsdnnel;

that the best qualified and most competent officers

woﬁld nof'eccept the position if to do 80 meant permenent
retirement and'an egd of the road to impoftant command or
operational responsibility. If a military man is assigned
te the position as a tour of duty, he will, it is saidg,
inevitably be influenced to some degree, in the execution
of his duﬁies;.byehis rank and status as compered‘with that
of bther\o?ficers_with whon he,dealsﬁ. He may also be

influenced by concern for his next billet.

f‘*The principal argument againsﬁ & civilian is the
difficulty of getting a good one. It will be difficult
to.attracﬁ a man of force,rreputatidn, integrity, ahdr
hroﬁen administrative ability who has an adequate kndwledge7> /
gence technique and the working'machinery of the Covernment
and the military establiahmént.,‘ﬁat'only is the pay low in .

comparision to industry and the professiens, but the reward

who lacks inteliigence experience in charge simply because "

he is a competent administrator is dubious. A civilian

In certain fereign countries this has occurred. In any

43
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event & clvilian would have to be & man of COmmanding ‘
reputation and personaliﬁy in order to secure the .
respect and cooperation of the services, ClA's

relations with the State Department would undoubtedly

' benefit from the presence of a civilian director, known

and respeeted by the Secretaryvof State and his
assistants. o . ' ~

”Thé intrinsic interest of the wprk, its potential
influence on policy, and recognition of public service
to be performed might combine to persuada a competent
civilian to accept the position, If so, his appointment
|

would seem desirabléa A change in the statute that would

disqualify a military man is not, howeverp recommended°

“Mbreover it would not be wise, at this time at 1eastp

a military man, appointed as Director, must retire from

the service. & competent officer could be persuaded to

~retire from his service and abandon his career to become

Direetor of CIA only if he felt some assurance of a

reasonable tenure of office; That no such assurance exista

today appears from the fact that ﬁhree differsnt Directors

have been appointed since Januaryjof 1946. A provision

" requiring the‘retirement from service of any- conmissioned

officer appcinted Difector might appiopriately be included

M,
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in the statute~-if coupled with the provision for
adequate retirement pey in case he is removed as
Director.®

"(1) The Service intelligence agencies have manifeated
an increased interest in intelligence and an attitude conducive
to accomplishing its effective coordination.® ‘

\
" Concur,

#(2) In order to meet adequately their vital responsibilities -
and maintain their proper position in the departmental structure,
the Service intellirence agencies should be staffed with gqualified
personnel who concentrate in intelligence over the major portion
of their careers." ' - ' g '

Concur., -

7(3) In accordance.with‘a program of coordination initiated
and guided by the Central Intelligence Agency, the Service
intelllgence agencies should confine themselves prineipally te

those fields of intelligence in which they have the rrimary .

interest.” .
Concur.

"(4) A more active program of coordinstion bv the Central
Intelligence Agency would result in a higher degree of centra-
lization and coordination of intelligence production in fields

$ ]

where the Services have a common interest."

. Coneur,

"(5) There should be effective coordination between the
work of the Joint Intelligence Committee in the field of mili- \
tary estimates and that of the Central Intelligence Agency and
Intelligence Advisory Committee in the field of national !
estimates," _

. 45
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Coneur.

3

Chapter XII!'gage-lél;

R "(1) The State Dep&rtment to uhich the National Security
. T \ ) Council has assigned dominant interest in the collection and "

: : producuion ef political, cultural and sociological intellipgencs,
shotild equip itself more adequately to meet the legitimate
requirements of the Central Intelligence Agency and of other
Government intelligence agancies for such intelligence "

Concur. -

"(2) The specialized intelligence staff in the State
Department; the Research and Intelligence Staff, does not now
have sufficient current knowledge of departmental operationsa
and policies to furnish, on behalf of the Department, the
. basic estimates which may be required by the Central Intelli-
¥ - . gence Agency and the Service nntelllgence agencies°

No comment,

"(3) The liaison between the Stete Department and the
Central Intelligence Agency should be closer and put op a
continuing, effective basis°

"’ Concur. Authorization should be granted the Office of

Reports and Estimates of the Central Intelligence Agency to

maintain effective 1iaison with political and operational levels
in the State Department in addition to the liaison preSentLy |
authorized with the Office of Intelligence Researcﬁo' It is
_ pérticularlylimnortani that the Office of‘Réports and stimates
-have effective workiny relations with the btate Department's
Poliey Planninp Staff in order to- coordinate intelligenco | v

production requirements. The 0£fice of Reports and Estimates‘

46°
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intelligence produétion plans should be in phasé with the

poliey planning of the State Department.

. "(4) To meet the foregoing requirements, consideration
- should be given by the Department to designating a high officer _
c. ; of the Department, who has full access to operational and

' rolicy matters, to act as intelligence officer. This officer, -

with a small staff, should process requests for departmental
intelligence received “rom the Central Intelligence Agency and
other agencies and see that legitimate requests are met through
the preparation of the requisite intelligence reports or
estimates by the appropriate departmental officers. He should
-also act as continuing intelligence liaison offlcer with the
Central Intelligence Agency and the Service intellicence agencies.”

_ . Concur, depending upon the p‘osition of the person selected.
\ - /. . . ) ‘

" Unless the individual is situated at a high policy level within
.. : the State Deparﬁment,.his designation would be ﬁeaningiess, if

not detrimental. .

A

'ro/sgcﬁ:'r
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Central Intelligence figency Organization\

R - 1 . Attached hereto are charts showing: (Eneclosure A) the present

| organization and functions of the Central Intelligence Agency;

(Enclosure C) an organizétionwreéommended by the Central Intelligence
Agency. This'létter recommended organization incorporates those

récommendations of the Committee which are belieyad to be practicable,

The changes in the functions of the varicus bodies are discussed
below in connection with the orcanization (Encloéure C) recommended

by the Central Intelligence Agency:

Intelligence Advisory Committee « The‘intelligence Advisqry Committee
is increased by the addition of a
~ representative of the Federal Bureau

| o ) 7 ’ of Investigation as a momber.

_ Interdepartmental Coordinating = The Interdepartmental Coordinating
K and Plannlng Staff /

‘and Planning Staff is not placed in
a Coordinstion Division because that
seems merely to place unrelated

,;" . - : : elements into one body.

. 0fflce of Collection and . - The Office of Collection and

Dissemination : " ' ' ‘

- Dissemination is retained as a -
colleéting, disseminating, liaison,

: andfreferenéé branch as at present |

constitutedo
48
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The Committee proroses, in essence, that. the reference functions

of the Offlce of Colleotlon and Dissemination be divoreced from the
; ._ ' | liaison functions, that the reference funetions be transferred to
the OfPice of Reports and T‘st,imat.es, and that the liaison functzons
be administered by the Interdepartmental Coordxnatlng and Planning '
FStoff; The stated reason for nhié proposal is that the reference
and liaison functions have little interrelaiion, that the former
are closely related to the research function of the Office of Reports
and Fstimates, and that the latter are closely related to the coordin—
atinp functlon of the Interdepartmental Coordinating and Planning |
Staff. The best rerly to this seemingly logical proposal is that
the Agency has already tried it out in prnctice and found it unsatin-
factory. It had téken the Aéency many months of hard work, trial, ond
error to learn that the seemingly different functions of reference
and 1iaison are, in fact 8o closely related that thqy ‘are better

rerformad by a single administrative unit than-by separate ones.

Ii’would be exact to state that the techniques of the Office of
Collection and Dissemination are many and various, involving the use

of much unique machine equipment, but it is only on paper thét\the

- functions arpear unrelated. In truth, they all serve a single and
S common end: to‘gef and store,intelligenoe information and make it

avoilable to those who need it,

In 1947 the Agency was organized with the Reference Center,
- embracing library and registers, in the Office of Rerorts and

Estimates; and with liaison assigned to the separate Office of

| - | 49
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Collectioﬁ-and Dissemingtion. This wag similar, in ﬁrincipley

with what the Committee now proposés. 'The only difference is ‘that
» ‘. ~ the Reference Center (under the Committee's proposal) would now be.
v 1nstalled in one of ‘the two Divisions into which the Office of
"Reports and nstimates would be. split, and the liaison function would

be 3351gned to a renamed Interdepartmental Coordinating and Planning
Staff, |

The separation of liaison and referehce fUnétions did not work
out well in ﬁractiéeg The administrative v01d between the two worked
to the detriment of both, If an analyst in the Office of Reports and
Estimates called for a document knownto be in the State Department's

; \

library, it was clearly the job of the inter—library loan people’in'

= : the Central Intelligence Ageney's library tclget it for him; bﬁt, if

it turned out that the document was subject\td stringent security

restrietions, then it became the job of a lialson officer.to make
\.arrangements, with approprriate officials-of the State Depa#tment,.

for the document to be released. . The two jobs were one and the same,

but they required different approaches and different techniques°

As the library and liaison people were under dlfferent administra-

tiens, they failed to develop intimate knowledge of each other's \1,_
\-\—
‘. daily problems and of the techniques and channels bein? developed to

"~ deal with them. Delays were many, and tempers were exacerbated.

_The Reference Center, under the Office of Reports and Estimates,
found itself without adequate administrative understanding and suprport.

- The main business of phé Office of~Répcrts and Estimates was to deéi '

TQ. CRET
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with‘eritical probleﬁe of a eupetantive nature, . aﬁd the specialists
preparing an 1mpurtant estimate against 2 tiyht deadline naturally
took precedence over library and register people vwhose problems could
be put off until the morrow° The needs of the analysts had rriorltyg
and there was a tendency to poatpone action on the more humdrum needs :
of ‘the Reference Center " It seems inescapable that the same situation

would develop again if the libpany and registers were to be reassigned

"~ to the Office of Reports and F:timates, or to a Research and Rerports

Drvision created out of the Office of Heports and Fgtimates. .In~

. addition, there is now an Office of Scientific Intelligence which

requires library and register services no less than the Office of
Reports and Eetimates, and it would be unwise to make it dependent \:,
on its sisfﬁr Office for these: servicesﬂ I believe that the Centrel

Intellipence Aoency Library and the registers ehould aerve all of

>  the Central In* elliyence Agency, and that they ean vest do so if

administered centrally, separately and apart from any one of the J

consumer offices or divisions.,

Office of Reports and Estimates - An "Estimates" Group, &s,recommended"}

by -the Committee 1s formed at the: |

[
[

" highest level im the Office of
Reperts and Estimates, .By plaeing
this group so, instead of making it -
a separate office, duplipation is

' avoided by.not‘requiring a special

staff and research group to support

' , o 51
TOP RET - .
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a new officef It is‘believéd the
" result desired by the Committee,
. - N | ‘ ‘ ) . -1;e.,‘an ultimate control and
* coordination of estimates can be

obtained in this vay without
requiring additional, separate
éuprorting personnel.

~ Office of‘Operetiene\ - - This office is left intact as in

\
|

the present organization because

oy

its task is the over} collecting
~of 'information, as distinguished

from the covert methods used by

. ' 7 the Nffice of Special Operations and

- - the Office of Policy Coordinatione

Office‘oflgpecial-Projects co Thiseis a new office comprising the .~

| present Office of Special Operations |

" and the Office of Policy Coordination
and combines all covert operations
into éﬁe office es recommended by ﬁhe
Committee. It differsiffom phé
Committeeborgenization in that’the |

. | | A aduinistrative services ere performed.

| centrally, which conforme to ihe-

DU ) f' - Eureau of the Budget's ideas regarding
| | | the avoigdance of duplication. This

52 |
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| ) ' - o A ' - cir'ganizaticn is similaf to that
whic;h funetioned before the -

\ . | | - ' adoption of NSC 10/2, and for it

- ' “to be rlaced in effact now will

require the amendment of NSC 10/2.

A

- N . . ) . 53
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